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T L. T pepurt. of the Classificatict Srensh; Perscmnel Divizies,
. LT, om the Sble of ergeisetion sad Bender o o the Editorial

- . ,m&,,b&. staten that the resmpensibilitise ef Abs osvetien chiuls
, e _ . hive nat bpeu fulfilled in prastise and et ey job reelassifissiicm
S © therets mast Uo defersed wmmtil this matter has been rdjustad, I
i : atteciment te reforenss, 18 is also inforred that bs procust Frkas
: ' of the editertsl esstiem ohiefs are consemsnt With those preveliliig

.2, Tn exder that clesr understanding may be brought to dewr @i
C thwee padnts, (b is ecnsidered mecessary to examine carefully s .
a o fally the fumdsmardtal situstien. Before so dolng, it shauld be sluied
‘ o that thy oomcern of Classification Branch over the failure of I/EIS
L 4e denform satiouleusly %o the job descriptions duly approved by higper
‘ sethority is fully apprecisted. However, referencs report is lesmriwel
o  in steting thet the Jeb descriptions were "ignored in practice™. Ty
7 ) wore modified advisedly and only to the extent required by the oxigew-
' »  elae «f the siiuation as set forth hereinalter.

E 3. In ecnéucting the operstiont of D/NIS, two eonsideratiens

' have boen porsacwnts (&) thet the raview and processing of WIS coalyi-
‘bekione be hendled expeditiously tc prevent serious delxy in L
pudlisaticn wi disecmination of ths NIS urgently eeded by the niyh
“level plenuing sgencies of the Govermment; snd (b) that &11 avsilanle
personns]l be uiiliszed in the most efficient manmer,

ke Thn urproved 1/0 for D/NIS was formulated during the easly
stigee of Siw FIB program, It was based wpon limited experissge e
under the assmaption that contributing agencies wonld fuifiil thmuir
sgroed ecmmitiarts as delinsated in the NIS production seheduls, A
n&&aﬁ the twv Anpual Reperte prepared by D/WIS clserly imdicstes
net oaly that production flow of WIS contributioms varisd wideiy fwwe
ponil t¢ momdh Dul alse that the guality of thess emmtsibutions wau
- wasatinfoctary te & serious degrew, :

5. To mest this situstion required that the emtire staff af i/Ki$
be ugad in 3 flexihle mmmuer. Instesd of an Tacross the bosnd® flwr
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g only Chapters II (Military Geography), III (Transportation and Tele-
: commmnications), VIII (Arwed Forces), and IX (Mep and Chart Appraisal)

6¢ The constant shifting of persomnel within the Editorial Branch
to meets varying demands made impossible any formal section wnity or
tien. The control had to be exsrcised qentrally in the Offioce
of the Chief of Editorial Branch, sinoce it irwolved frequent shifting
of editors from one section to another in order to handle peak producr-
loads and because the rapidly developing policies and procedures
of the NIS Program required uniform indoctrinatiom and direction of
editors dealing with the many working level personnel in the contribat-
ing agencies, Deocentralisstion of responsibility and control during

?

3

and misunderstanding throughout the wha Ls oomplex structure of the NIS
| - organiszation.

T The foregoing does not mesan however, that tha senior editors
wexr'e being used in the same mamner as nore jfunior ocnes. ALl NIS
substantive requirements were deternined in clise consultation with
the senior editore and they actively perticipaied in all important
intaragency discussions. Their supervisory functians wers curtailed
for reasons already stated. and be-wues the iimited ~apabilities ~f
ths editorial staff in relation tn tne pruvdiens sonfronting it made
1t neoessary to keep the senmiar ed'rnre asaipa®sd to editorial revies
and to limited advisory work witn ths ~antrinutlng ageaciass,

8o Tt has not bean the inmteniicn of D/ANIS however to ~urtail
the responsibilities of the ma-ti.c neais longe.: then requirad. Ro
action was therefore taken to recnanni revisions in the organization
and job descriptions until they had been fully tLested 1a a period of
stabilised produotion.

9> 1he present stalemate arising out of referenns report makes

it necessary, howsver, tv undertake at this time a complete survey of
the persomnel requirements and organization relating to the Editorial
Bren D/NIS, so that organization and persomnel msy be most effective~
Yy for the future. In exmmining this nmatter, three points are
partioularly significants (a) the old section arrangemsnt 1s too limited
for the requirements of D/NIS; (b) more time must be made available to
the top flight editors for advising and consulting with contributors on
mtters relating to their specialised fields, and for supervisory
responwibilities over the other editors assigned to their chapters; and

Approved For Release 1999/08/27 : CIA-RDP78-04691A000100120008-1




Approved For%lease 1999/08/27 : CIA-RDP78®691A000100120008-1

(s) additional editorial personnel are required to maintain editorisl
mﬁmrgmmumuamam(wnmn
. o ° ' .

| m,xtummmuormmmumm
' /XIS, into five shapter groups:

(2) Geographic (NIS Chapter II)

(b) Trensportation (MIS Chapter ITI)

(¢) Socialogical~Political (MIS Chapters IV-V)

(d) Economic (NIS Chapter VI)

(o) g%-auno-qnnmpnp Appraisal (NIS Chapters VII-VIII--

These groupings conform to the actual handling of the contritutioms and
provide an equitable distribution of work among the various groups, The
Econoedc group has been separated from the Uoclalogical-Political goup
.besause of its importance, likewise. the Transportation group requiree
separate treatment and direction. (See attached diagrsm for comparison
of present anu proposed orgarization

lic Tt is further proposed to creste the positlon of Chapter
Editor to head each of these Chaepter groups. The Chapter Fditor would
be responsibtle under the Branch Chief with the handling of all matters
relating to his chapter toth witrin CTA aud with all eoriributors to
his chapter lie would also Ye res « 921l for the review of a1l con-
tributicns in his chapter and for the supervistor and direction of ell
personnel assigned to his Chapter grovp. The qualitative deficiencies
in the NIS contritutions make it increcsingly important to provide
more dirsction and guidance to the contribtutors during the prepara-
tion of contributions The Chapter Editor is the means by which this
responsibility may be carried ~ut. VYille the Chapter Editor should
work on important end difficult cortributions Limself, at the same
time he should be free to devote a major rortion of his effort to inter-
agency consultant work. The importsnce of this function was enphasized
in the recent Management Survey in these wordss

"The working efforts of the editors of D/NIS /should]
continue to be directed toward coordination of the NIS
production in its drafting stages ttrough providing train- -
ing and guidance to the working-levels of the contributing
agencies, thus enatling the initial production of higher-
Quality drafts which would require less editorial review.
Also this type of coordination should substantially reduce
the time-lag between cut-off date and publication date of
the NIS Sections.® -
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12, The Chapter Editors canmnot adequately perfore their consul-
tant and supervisory dutiss unless the editorial capabilities of their
Chapter groups are substantially increased. It is, therefore, pro-
posed to assign the following positions to each Chapter group:

. Chapter Kditeor
Bditer
. Assistant Rditor NOTE: (Editorial Branch)
Clerk-Typist ’ " D/uis/eained 5
posit On_F ER y
This proponl tou]d increase the present T/0 of Editorial Branch by 7also retain
positions: 3 editers, 2 ssgistant editors, and 2 elerk-typists. 3/ l"}ll IJRC
s/ P.E

13, The mpomibnitiu vested in D/NIS for the coordination and
direction of the KIS Program require the initial recruitment and reten-
tion of the highest caliber of persormel if these responsibtilities are
‘to be suecessfully implemented. 7This applies with particular emphasis

- to the key positions in the Editorial Branch, namely, the Branch Chief
and the Chapter Editors, on whose shoulders largely rest the principal
responsibilities for implesenting the coordination and direction of NIS

.. produstion within the contribtuting ageneies. These personnel deal with

“~ all levels in the contributing agencies and they must possess superiar
' qualifications if D/NIS is to retain its leadership and direction of the
NIS Program. The grades of these positions should reflect these important
reaponsibilities and should not be determined by the relative si,e of the
organization or the mmber of bodies that are supervised. The latter
criterion plays a large part in determining the grades in OIR, State, with
the result that their Braneh and Seotion Chiefs are largely administrators
of producing persomnel who rtly on D/NIS for detailed guidanco on concepts,
- procedures, and techniques,

1. In consequence, it is considered that the proposed grade in-
creases for the Branch Chief and Chapter Editars of GS-15 and GS-1L,
respectively, are fitting and proper. Not only is a vital progran largely
dependent upon the quality of key persomnel in D/NIS, but also the reten~
tion of these personnel is dependent. upon the assignment of oommensurate
grades., The Folitical Editor has already been requested by OIR, State,
at a GB-1L grade. If an agency whom CIA financially supports in the NIS
Program corsiders him wortk this grade, it behooves CIA to reexamine its

own classification policles to ensure they support adequately the respon-
nib:l.litln vested in this Agency's ccqnn-nt.-.

Attut-ntu ‘

- 1o Diagrem of mmn Bnnch,

D/¥IS Organisation
2, Memo fr AC, CENA Br to Chief * NOTE: (Editorial Branch)
Pers Div dtd & Aug 50 with attaciment D/NIS/gained 5
‘positions on change
, of IAC. They
' -l - also retaix
ocs Persommel Director. CIA ’ 3 Mil. IAC

/s/ P.E.A.
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